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12 January 1963

MEMGOBANDUM FOR: Depaty Director {Plans)

SUBJECT : Fitness Reports

1. A recent IG survey of field atations in one of the operating
divisions revealed that a large majority of the station chiefs inter-
viewed had not seen fitness reports on themselves during the entire
period of assigrment to that divieion. A record prepared by the
division {rom: its files shows that, of the 15 involved, 13 had not
ssen their fitnese reports while in the division. In three other cases,
fitneas roports were not yet due, In still another case, the lone
fitness report seen in the past #ix years was one in whick the then
supervisor stated he had been in the position too short a time to
prepare an adequate statement, Thia division's record is not unigue,

2. In order to get a bettar idea of how fitness reports are
being handled ip other divieions, I have taken a randor: sampling of
fitness reports on some 25 chiofs of station, including several frov:
each operating division. The results of this sampling are largely in
accord with those of the division urder review above, The great
majority of these chiefs of station have not seen their latest fitness
reports and there is no indication that the reports have been discussed
with the individual. Further, in more than half of these cases, thers
is nothing to show that the chief of station has seen a fitness repart
on hirsself in the past eight or ten vears. |

3., The Agency regulstion on fitness reports clearly 25X1
emphasizes the value of continuous rating--at least once a year--aof -
eraployees by supervisors and provides that supervisers shall sahow
each evaluation to the exmployee concarned "except when operational
circumstances, securlty comsiderations, or other unusual conditions
make {t impractical or {ll-advised to do so. !

4. There appears to be a difference of epinion within the
Clandestine Services as to whether fitness reporis should he ghown
to chiefs of atations and bases or not, on the grounds that fitness
reports may have an unfortunate effect when an adeguate oral explana-
tion af the decisions leading to various statersents in the report cannot
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be advanced simultancously. I feel very strongly, however, that
%af our personnel {(whether serving at Headquarters or in the

ield) must be advised of thelr fitness ratings on an annual basis,
e required by regulation, in order that the Agency will have a
Iatr and officisl record of performance,

5. Many raters take advantage of the |:E|gzeviuim~
to substitute & memorandur: for Form 45 when reporting on GS-14's
and above. Several of these showed up in my staff's sampling.
Although the regulation is specific ir stating that the memorandum
shall be processed as a standard fitness report, in only one instance
was there evidence that the memorandurs had been ssen by the rated:
sificer. In several of the c2ses reviewed there was no indication
that the officer had ever seen his fitness reports. More often than
not, no reason ie given for not showing the report to the rated officer
but when there is a staterment, it is generally to the effect that the
individual is overseas and not available. This is not a valid excuse,
since in most, if not all, cases the ratings could have been sent EYES
ONLY to the field employess. Mere distance {8 pot {n Jine with the
exceptions provided in the regulation,

6. Although my investigationr on this subject to date is havdly
all-encon:passing, it nevertheless testifies significantly to the undesiz-
able state into which our fitness report writing has decayed. Any
erganization requires an srployee-rating system for the bensfit of
both muanagenent and employee. This concept is all the more applicable
to CIA because of its world-wide structure and the peculiar talents of
many of its employees..

T. 1sm bringing these comuents to your attention for such
action as you deemn: appropriate, and should appreciate your letting me
know your views.
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